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 Frogress Report - 1961
e . ‘The Hesearch Division ceme into belng in 1901 as the vesult of
: " antiom in the Department of State to aliminate sil work--voordinetion
o e ae well am productione-cn the REationn) Intellizence Survey. hile
L other RIS responsibilities were asoigned to both USIS saxd non-UZID
S oeganizatlons, ‘the Research Divislion wes essluned to sroduce all
" ... Chepter V sections (less Section 55), Secticas B0 and b2, Seetion 60
i on the non-Bloc areas, ond the related sections of Chapter I. I3
1661 ends, where do wo atand in building the Reseccsch Tiivision steff
o anfl in producing the NIS for which the Besserch fHivialon La cesponsibled

 Parsomnel 25X1A

tha Pasesaseh
B v of & hoard 6 a_year onds,. Saversl '
mre o.m expected on trmfrar rrm other At,ency offices Lipn the near

o future.  In addition, we will shortly besin recelwin: on board several
. pertons reqruited from other govermment acencies, from ascedenie 1ife,
and £YGE other privete wark. The problem of recruitment will contioue
£0 be a major on2 for the Research Divioion Af it is to weet the
responaibilities lald on it. Ve can and will maeet ol Chopter I
coamitmonts vith the Bt&ff we oovw have, for we glve Chenter I producs
tion firvst priority. We will no%, however, be sble to qroduce at

- the full production schieduls level until the T/0 in filled, or nsarly

‘lhnmka to the good lmrk of
: T

e Ho have taken on a e with 1ittle or oo
© 0 previcus scquaintance with the NIS, Morveover, rany of them hed

oo 14ttle grounding in the countries on which they are now workin. .
o Whille T belleve the quality of the people is hi:sh, snd tho TooRTtial
cox'mnpmd:m,,ly good, it means thet for the remednder of th'+ Fiscal

./ year and well into the next the Research Diviclan will Reve & FAJOF
< inetradning job to pecform. Ye have begun to ettae‘* this prebles o
.. aeveral ways. Ue have briefed everyoune ca the role, Tunction, missicon,
" and orgRnisetion of the Office of Basic Intelli:sence, and on the KIS
- structure and production rlan. We have briefed everyone on the tools

,m’milable to them in OCR. DEranch Chiefs heve assizned readin
progrema for those needing to expend thelr arep familiarity. We hawve
initiated specisl clearances for all Division mnelysts. Finsily,
oeneh snalyst is asal;med an EIS secticn to prepere oud 1o havin to
-7 learn his trade by the doing of it.
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o thua sy wrsmmml needs ere genorel end G'-l""";flfh.:.aiv“’ a% this
polat, I would 11ke to einmiiv out two important m'va do need o
;ﬂhiaf for t.lm mt:w@ Bmxmh, and we need mose Lyplo

?mdiucﬁon |

T 'Ihe Ramurch Divieion bas completed and forweeded {or will

- Porwmrd shortly) five sections. OF theae, only tyo--1008(1: w)

and 30(595 JMa~enre bein: subnitted es CIA sectlons. The oihen

epresent work done lavgely at Jtate dub canpleted mid typad h-m,.

¥e are still fealing our way in térms of Xeedtlnes neceszney o

,umm-a the section i cubmiited in the achetuwled wmouth, in towm

£ roview procetuces, ond io terzs of coordioabion with fublice ticn
Mvioion and others. I believs our progress in this arco 1o ool

aml ﬂmt we will begin shortly t.a mset our deadlines on e nuu"w Banis.

o I mm ke to n.antion the qua.uty of saypart the Hopeacch
Lvizaian in getilng from the Publication Divisioa.

have beon very cooperative in workla: on
ol comon problems. Witk the advise and asslatence of

e utllise the Xerox process for the reproduction of all mwmuscripts
For submiseion. This ennbles more repid prepacotion Ly the typist
“in the Resosrch Diviaion, vho has only to tyes dd-ecily on band shests
of peper and has no stencils to cut. The process itoelf s Lest and
‘e eecasion reproducaed mpunacripts have been returned in one or two
#mya.  Hevin ch
‘has siven us the opportunity to vork closely wi

with the Rescarch Divisicn }

dervalopim:r offeotive procedures and pood cxmaghics for Oesearch IMvisien
-cant:fifbutmm

L e haw mt yot had much in the way of routine working cootacts
‘with the Editorisl end Regionsl Divisions. These will ecoms ng more
Research Divinion manuseripts are produced and forwnnied for ceview.
o Howeves, enelysts frees the Research Divisicn have beon vonsultin:
with the Chapter Edlturs anl others in Ch. I, Ch., V, amd Ch. Y1, sa
_problems In prepavation are ancountered. I belleve ths bnola exists
o for a construetive rolationship betwoen writer opd revicwsr and wiil
e work tovard realizing thet reletiomahiyp in the montha o come. I
o r'believs we shouwld concider somm progrem whoreby Zitortsdl ond Reylonel
i parsons coalld be dotalled to the Research Divisgion fvaa time to :
Vb time, Thie would sive then brososyr knowledse of tae uroductlon
procoas med thoe producer's problexma, It would, morceover, afford
» otimidating chanze in the datly pace. To meke mach & progren
feaaible, the Repeareh Divieion would furateh & rordasement In
Bditorisl o Repional, thus mehieving much the cang woals for thw
‘Rasearch porgon. If 1% were well understood by the persomg Lrvodved
that the eassipments ware temporary and that they would *'z::tum w
their pavent diviairm, I boliove that there would be inlerent

‘-huch e pxmmm

s
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S ;i‘:(zz ﬂmrt, tba mituatixm ot the cloas of L"m" Tocha s\.-Otl:
O of the Repearch Divislon staff i on boerd syl pore are e
phiortly. Bveryong on board hAo on e3slamrent ARl Lo worhing Lo
ta accesplidteent. Production 13 underway, aome u:vmmnﬂ bz :
mibmd tied alreo.dy end xEny more ml be Tortheondn @ o the poxt
l:t E-On‘hhﬂ‘ :

.,u-;wit.h tho bcdimxw of tha new :,ma-, wa m.;n L aonenhen z,in;,-: OFK
Wﬁ?tiﬂ{b thosa sections nov asels s on vevlewin: m' e !\r*ﬂ T
‘the production schedule and forecast, end on lncrensin:
hnovledge and perfomsance ability of every perscn in mze .tm s '
‘Diviscn., I hope that the close of 1662 will £ind o at PULE mboens ik
meoting our productlion ool feents with sectiouws of hi il qual 1'
mpmitteﬁ on tirw At lmaat, that 15 our goel.
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Ati“;!.fjkifl The DCI's Roles: A review of tha DD/I organization prOparly -

?bogins with the DCI'o responsibilities, for the DQ/I's runotions deriVe .

f”;from tho DCI's various roles.é I have summariaed the DCI's responsi-‘:

DR N N e
# L : N e

fibilities a8 I have aeen them in practice and not as they might be'

,,:dgduced and phraaed from a legal or statutory point of vieW.1 I have 1QU.Y

'ono intention of examining the rationale of the DCI's rolea.A I do not

ahould ta borne in mind in reviewing the DD/I'B organization.;-,;ﬁ\ﬁ“._U?

= a) Substantive zatelligcnce o. “icer to the Presidant.

b) Coordinator of the Governmenc 5 efforts in foreign »

intelligence.

" @) Clandestine col.cctor and covert operator.

:first for obvious reasons. It is the end for which the DCI's role as
f

:coordinator is Justified as means and it is the erc _.ch ©o serve is'x;';ﬂffff

LR f
- the DD/L & primary function. The role of coordinator covers a host of -
?; things——policy, security, critical oommunications, etce=wand .ay welff-[

take the greater purt of the DCI's time-making it the nor: . ortant'>

g that_@he greater part of DD/I tizme go to ghus primary subotantive function.
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'y;é}:jj; But each role has had its effect on’ the DD/I organization, whether

"1‘981’1&’ and underatandably 80 or not. ‘- '; ’, j‘-;"’.' o

' There is “one bit of history, however, whioh is per’oinent to this review, ,".
' ""viz., the reorganization of 1951. It was what wa ‘now ‘call. 'bhe DD/ I t.hat' i

% ha DCI'a role to usurp 't.he prerogatives and i‘unctions oi‘ the depar'o—

mental divisionsﬂ of intelligence. The reorganization focu.sed on the
‘creat.ion of an Offioe of National Estimates, _ The critical point under— .
; Hlying the reorganization, however, was that of jurisdiction ov'er the ,
"base of research, because on this base rested the authority of the esti-f"'.'
mates and judgmenta in whioh intelligence made its final contribu‘b:.on o

. rto policy. As the senior intcllig,e_nce officer and coordinato_r. tha: DCI

1It is my recollection that General bnith, as DCI, took 'bhe T
role ‘of -Covert.operator. OPC was dangling between State and DNefense .
»» ‘but with an administrative cord to CIA, and General Smith did mot . '
--» 1ike the ambiguity, This matter had nothing to do with the reorgani— ﬁ i

_ Kation I rafer to’ 6"(" {‘4*1{ "’7' & iy llM W/At«lm- %rré' /,Z - ,"// //44

s ‘

o
E R , :ég 4l %'.5 ""‘"‘ ﬁw‘\’ Y
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'traa reorganized. As rar as I know, tha theory governing t.he reorgani- :
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' g.;;L 3 wae to rexy on the departments in their fielda of primary intereet : : ;»
g - (i.e., their fields of operetional responsibility) National intelligence,‘;iﬂ“ :
A :f the DCI'e responsibility under law; was defined ae National Intelligence A

E ‘Eetimates end National Intelligence Surveye. The departments contributed .
fﬂlin writing according to departmental responsibility for research. Fields ?'“u’

) _of reeearch and services which did riot clearly fall within one depart- ;?;f_'ei‘
“ ment or which, for whatever reaeon (including budgetary), could best he f?”

E L

?worked centrally were to be assigned by agreement as: “services of common o

l':‘

'*concern,' e.g., economic intelligence on the Bloc.

;oontrol and orgenization._ The necessity for such was clear, as wee the o
,éain The coet ley in e certein loss of flexibility and responsiveness. Tf?ﬂt

b) Beyond Nationel Intelligence as defined there was the DCI's
;wnrning function. The Whtch Committee was reconstituted and placed -

e under militeny chairmanship as & eubcommittee reporting through the IAG

: 1It is illustrative that the defunct ORE, reduced to a holding office
for employees not selected by ONE and not placed in DD/P, tried and’ - .~
failed to persuade Villiam Jackson and Williem Langer of their need for 'jf? 1
ra CIA research office in support of estimates. But ORE had nothing to . B
roffer because the plain-text problem was no longer under ORE, though’ ;jgi=g
_8till in CIA, One of the conditions which contributed to ORR's estab~ " '
"1ishment as the commnity's office of research in Bloc economic. L
-intelligence was State's lack of funds to work the plain-text In
jfeot State had elready bcwed out to CIA. -

r' S ”"’ﬂ fean
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ol to the Director, It was only by reprase:xiting CIA on’ the Wa"'bcthoz.m‘iitt)eel
5 that the Office of Current Intelligence played any official part. in 'bhe
;-fff'Communiw'a system, and it did that as a DCI ataf.f function. _ The onl;r
f‘i.eld for which the CIA repreaent.ative had oi‘ficial responaibility

,)Jf7ﬁ{ﬁi?:,waa economic intelligance on the Bloc. The clearest axample of tha |

- relation between a CIA service of common concern and a department of :‘}, :
. p)rimary interest was furniahed by the State member, whose principal ‘:1-, .
'j“_‘-‘:;".contribution was his reading of the _ STATSPEC

o) Oarrent. intelligence was by definition excluded from the

"f"f?oategory of national intelligence. It was left’ to ’che DCI, as 'c.o each

‘. principal, according to his own needs.' Hence current intelligence was
-fthe only substantive i‘unction for which the DCI looked primarily to |

. his own staff and ‘not to the community. It was not controversial

- bocause 4t had no ..__.....xa“thOrit 1n any of the fields, By definition it

y":-' M

3did no research. The only cont.roversy attandant on the formation of
7 :-,..tha Offica of mrren'b Intelligence concerned 'bhe number of analysts -

- _required to man the. "hot-flue" on an all-source basis.- William Jaokson»b'”'v':

'-'"t]'sought 35 to hO quite enough; William Langer supported OCI in its
roquest. for more. The poin‘b at issue was of oourse research. William

Co Jackaon wag determined that OCI not viola'be the system by beco

% 'v_another ORE “up the baok staira.";

11 should explain that I did not believe in current intelligence SO E
divorced from research and analysis any more than William Jackson L {
believed in estimates divorced from research and analysis. Because ‘
of the difference in tempo betwsen the two it was my position that’
OCI should have the capability of doing research in self—protection
and guidance » even though it did not publish. o

Approved For Release 2000/08/29 CIA RDP7QBO1737A000100050001 5




g . conspiracy to deprive the DCI of &n independent Judgment. It was the -

R departmental inteiligence judgments the fulleet consideration tefore
‘ H'_E;,_he’delivered himself of any Jjudgment to-the President,

i._”the reeulte of his reeearch to his primary function and not publish it

Approved For Release 2009/98/29 CIA- Rﬂl‘@é A7 7A000100050001 5
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has operated ever since neither involved nor implied any departmental

5fnjustification of the systenm, naturally, that the DCI ShOUId receive

‘_"the best judgment; it was the concexn of the system that tne BCI give

.Jh;p'From the above I drew the following practical princip139’
v e a) That given the “communitY" and the organization of the

VV'U S Govemment, there is no point in decrying the syctem. :
: o b) That given the system,,there m“St be an 1nstitutionali-

zation of intelligence in forms euch as NIE, CIB, and NIS. (Thers is

", the problem of making them as responsive as possible within their

‘__ limite, and the problem of assuring the capability of responding when
';wftime end the nature ogiquestion throw the response outside those limits )
. 6) That the DD/I is not fighting or- destroying the system DR 4
todn arranging his analysts to best advantage for meeting his responsi— |

f"bilities to the DCI, provided he ie content to~—and canp-subordinate

" as a service of gommon concern in areas not allocated'to him by the

USIB. In thie fashion the DD/I protects the system itself by mains

) taining a substantive independence in the DCI.-
5. Review of DD/I Tesponsibilities and organization.
_ a) In support of the DCI as subetantive intelligence officer
to the Preeident.,_ N
ot 0
?ZM A C’/w L’{W Q Y “‘ (1 s *C“:J fn Zlmm(\? - m,? /ﬁ,h Ne beveer ol

jr ""'e“f .
~t{1 4 n,! hu, W‘]\vtls:e 2\";’ 414./\; fe 4,—& ,,_,.\w, m (M ia H 7“_»\‘, /," £y T
‘44 f . ,‘{‘,,. “‘ w

: batpd Lhes
. ‘ffr' fr! V/J. [ I 5 /«,‘)w"’e "7/tw.¥,,s‘ "
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‘ la' I take thia responsibility def'ined by practice, including ;ié ﬂ;

lresponeee by the DCI to requeSus received because he ie the President' o
‘ intelligence officer, viz., briefings of Congreesmen and members of the )
iPreeident'a lmmediate staff and cabinet. This responsibility is met |
. in part by the institutionalized Zorms of eet-imates, Vatch Committee,’
&nd current intelligence, but as often as not requires special answers
”‘“;to partiouler questiona, without agard to categories or forms. The
'Treeponees must “be responsive and presuppose a broad base of knowledge
and & high degree of flexibility in using it. To thls end, the DH/I o
_has oms, ORR, 0SI, and OGI. (w7~ pméw »waﬂ o, W,:,‘ L
b) In support of the DCI as Coordinator of the Government' _’?;.i
“ii}intelligence effort; Chairmen of USIB, |

In theory of course function (b) is in support of function (a).

. . PR n ‘. e B " Y B Y T T
R Rt bl s L n s seceies bt St ai ) LA T Sy ey e Biadioee o gl

' "'There may hawe been some bemblance of ecognition of this relavion in

"the history of the varioue stafis (at one time an Assietant Director) . E
’,vwhioh were subordinated to the DD/I function for purposes of coordination o ;}
‘in the community. But the coordination lnYOIVGd was, 1 believe, asually‘ -

i?oonoerned with the production of intelligence and dic not extend 1nto
' 'the other aspeots of the DCI's role ae Coordinator of the intelligence ,’* o E'

effort as a whole. In the one area where one might expect /I support

":of the DGI as Coordinator, viz., in the realm of requiremenou and the

F

evaluation of results of collection, I am” not aware of eny compre= :

i 'jneneiVe staff eupport. But I admit the entire realm is obscure to me.‘ 4
T;;;fi-’ | nere are the PNIO'e, but from tnere on I don't know’ what all. Thers E
= are many requirement officers and manv committeee on.requirements A : E

i mﬂjor obetacle is seourity. B

i‘“‘“a
i~

’ o ; 'v-u grny
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b ?;;g-fih - By direction, in the trcory of the system, the DD/I is

NAY

~;f;';{3iulj responsible for certain services of conmonvconcern. If ORR and OSI
' were originally justified under this heading, I except them in large
part, along With ONE and 0CI. Thare remain, howovor, a strange assort—i N

‘ mant of offices and mixture of functions.

1) OBI and the NIS. For yoars the NIS has been the
arohetypal drudge” of the 3ystem, bearing the delinquency of the departe - R
ments in meeting their commitments and the final defection of State., = -

4
- . PR %
U

ﬁ"it_ia a oubstantive service of oommon concern. But it is probably not4;:f

‘_(fofvdirect use to the DD/I in support of his primary function. Do -

- things are worth noting, ‘however, which result’ from State's defection: . a
?hofv S one, CIA now haa a kind of USIB charter to do research in non—Bloo

‘;wf’rn.«.u 9’6». .

ey economio intelligence, thas comoloting CIA's charter in economic 1ntolli--

gence, and in’ political intelligorce world wido, two, State has 2lso - ‘t i:i7 gf

passed into CIA's handa a channol into the non-USIB dapartments for t )

L.: “esearch.‘ The two things are potentially very important, particularly

“#ithe first for obvious reasons.‘ But tha second may provo more signifi—
cant than\it néw seems. ' '» B S

ii) OGR as I recall wie originally intended to be &

Sy
o

far-ranging aervioe of common concern. "It was to eotaolish a uniform
Mw.coding and filing system for a central repository of classzfied informa- e
v ;ﬁtion, and a olearing houae for requirementa and the receipt of new

o ”Iinformation. It is now, I assume, a costly approximation: partial_

: services of “coumon conoern, oervices to the Agency as a whole, including
;,;;-39,ttho DD/P and the DD/S, and a library. OCR oould porfeotly well serve -
-'-lm/:c under DD/S. | S I |

b s e b T e
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( i41) 00 is a stra atforvard, clear cut service of STATSPEC
A common concorn 'oo the entire Gov. :ament and the public. It combines

- two collection services which have no ‘1:Lng in common with each other '

STATSPEC , and no valid reason for being under the DD/I. -however, haa 1.n '

X .-L)A? .
an extremely Vuluable function which can serve his primary

ﬁmct.ion. | 7
» iv) NPIC is a'prooessi_ng and "réad-o_ut“ center for ; S

. colia;'otion operation, It is important but difficult to classify and

. £1t despite the fact that it has figured frequently in direct eupport

'».of t.he DGI as the President's intelligence orficer, both operational

" and’ su‘ostap’g_.iva. It is calledma service of oommon concern. It is

subject to or victim of the faults which afflict any office for pro-

V cessing sensitive information requiring specialist«. NSA was a case S E
s 4n point and way sti]_'l. be. Everything must be done to make the
2

’information available to the responsille analysts, who are commonly ‘

. the uvictima of false security. This kind of thing happens 50 i‘mquently‘
in intelligence as to ﬂlustrate a law, a very bad law,

Cw) Conmantx It is apparen‘h that the DD/I carries a .

: heevy administrative burden of common sarvices which are at the expense -
of his primaxy function, It :Ls granted that *bhe DD/I must carry & |
'v'tmrd'en of comzhon service because the DCI does, but the question remainss: :

howumuch and at vs'hat. cost to the primary funotion? It is a question -, _ %

c:oncerning the proper distribu'bion of burden among deputies to the DCI,

- Perhaps there should be another Deputy Director for common services.

4 - TR ey q’

EQPE = i
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;hr;;: :fi ‘ .. ©) In support of t.c 721 as clandestine collector and
| ccvert operators | 7 o -

Here the DCI's role is a kind of oounterpart to his role
in substantiva intalligence. In both roles he is responsible for ".v ‘
<”coord1nation and evaluation, and, in addition, for services of common‘n“‘n
conoern, In collection he 1s directly responsible for one kind of of‘;7*
’colleotion (serv1ce of common concern), in operations for one type, J
| "and eaoh is subjeot to the requirements of the departments (or White

~ House), such that he must coordinate his own particular kind of ac- ‘

tivity with tha operat.ino departments of the Government

It is sometimes diffioult to determine the re;ution
o botween the DCI's substantlve and operational roles, in particu;ar that

“of mutual rosponsibilitya—for what, at what level, and in what ay. .

. DD/I«responsibility to the DQ/P-(and ths ¢ 1) is obscure in the area i

) of support to operations ‘and critiqua of plans and operations. These .

are two quite different things in practice. It ‘has been customary for

- the DD/I desks to giva mte.n.ligence support on an _momal basis, but
to my lmowledge there has never becn any system,_informal or Ionmal, _"‘

~ for giving the DD/P (or DCI) a critique of_bians.beforelor during

[ _-operation.l $his is'a matter of importance_in the case df operations

_ 1I am not aware. that the DD/I has sver prepared an intelligence
.. annex for e DD/P plan, In the case of the U=2 I know of one occasion, . .
‘mid-way in the period of the operation, when a highly restricted esti-
mate was done on the possible pol&oical consequences of the operation - -
under various assumptions, but I believe that estimate was dons at the - .
request of the Presldent, or in answer to a question by the President,

G ko

€2

FE i
Ca ‘
wed
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e e L tho faiiure or exposure of which can have major repercussions. I am

nod recpening the -past except to ask a question and to say. that the e
answer must be intelligible to an impartial observer," and yet realis'bic’v;
in practice. It is not enough, for example, to say that the DD/I had
: ‘RSno official cognizance of the Cuban operation and therei‘ore had no '

msponsibility. Such a relation makes no sense. It may e bu“eau—

L ora't.ically correct, but it makes nonsense oi‘ ‘the triangular relations L
_ "batwean the DCI, his deputy for plans , and his deputy for intalligence. .k
There was no use :Ln the DD/I's doing current intelligence and writmg
ec,timatas on Cuba for the President and his’ advisers w:.thout direct
reference to the real, praotical questions. The resu.Lt is that DD/I
L ‘ mtelligence .ﬁzmishes a kind of holding cover for an operar,ion w:.th— :
. *':i::: out lmowing what it is covering.
| _ As far as I know, the relation be'tween the DD/I and the DD/P
.v . hcts never been clearly dei‘ined, or if it has been’ohe defir*:. tlor. is -
not a matter of general knovledzge in the Ageﬁcy. In consequence, I

a ssume that the rasponsibility of 'r,ha DD/I in suppcrt of the I a3

’ . covert. operator (and clandestine c:ollector) is unclaar. JTastead of

: dcsfinition, there is a kind of ;;Lneral ux:derstanding 1 ' - E

“1It developed historically, like a comion law, and may have its

‘origins in the irritating curiosity of the pundit, ‘the security ¢ the

operator, their mutual dislike each of the other's function, etc., as
well es in the inherent difficulties. There is also tho effect .. the 25X1A
. system. At the time of the 'reorgaqization of 1951, OCI was enjoined s
~Lfrom continuing the ORE practicc of providing evaluations of reports. ‘ r
It was 2 duplication or usurpation: of the agenoies and departments '
having prmary interest in the reports. [was a service of cormmon 25X1A
concern to the departments and was to take its guidance from them. .

1 ' ‘Likewlse in the case of OPC. Its relations were with the de; er*aments
a0 which it aerved as an auxiliary.
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o s . - It may be that the DD/I, the DI/P and the DCI have never

% wanted the relation to te clearly defined, understood, and committed

J';'to,aifoutine or schedule. There are reasons for keeping the relation
.. on the basis of convenience and need of the DD/P. on ‘the one hand,
" ‘there is the matter of the DD/P's security; on the other DD/I's

Jflimited”resources and the imperative to preserve an objective mind,

-; may te that DD/I and DD/P do not telong under the same Director and -
that to make the DD/I the DD/P's G-2 15 to violate the DCI's function
l} ae the President's G—2 undermininr the principle mhich justified the

DCI's establiahment, viz,, that the Presidont have inteIligence

evaluations and estimates not committed in operations and therefore.“

heving a chance at remaining emotionally detached and objective in

;.4. reletion to the opsrational departments. Yet the fact remaina Zrat
tbo DCI is the covert operator (and clandestine collector), ard, on

t;: ; oecasion, the Preeident's Cvm. : o

‘ o _““ ‘ With reference to collection, one may argue that science

. hds obviated another U-2 incident, As and when the USSR shoots dom

CTor interdicte a reconnaissance vehicle, thera will be no polit-cax

vlhi and teken for granted that it is ueed. :
' One may argue that the present way of meeting insurgen,y
| obviates another Cuba, beceuee CIA hae been replaced by the Special
Forces and the Joint Staff as the executof of policy'in the Cold Var,

12
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:There is no practicable system which can satisfy the conditions. .It “ ‘ ;

reperouesions because it ia publio knowledwe that the capability exists -
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;: >~-The War is now "surfeced” enc th. ante raised in a way not heretofore e

_‘f -thé case. The U.S, has officially adopted South Viet Nah and assuﬁéd
ﬁgégdireﬁt‘rasponsibility for its'internal securit&.v But,‘hpﬁevef Bubo#;fﬁp5-ﬂ;ﬁ
Jf;fldinate the DCI's role in operations, he is bound to be among those 51;-5;7“
“lfg;blamed in a defeat, if only because of his role as coordinator of | ;: .
' 'l“aollecuion, collector, and substantive intelligence_offiger“to the i.ﬂi
| President. | o ., _ | ¥ | ., : “ _ | .-
“The responsibility of the DD/I to the DGI in the realm now iﬁ;ﬁ"”
'referrad to as counter—insurbency intelligence is clear up to a point.ii
“There are the estimates and ourrent reportinw whicb identify; ana*yze,‘-ﬁiiﬁgij;i ;
'and antioipate political instabilities and potential mnsurgencies. ikqf;iiimiﬁ;;;
flPut the responaibility 1s clear because it 1a at the leval of the DCI S
;'as substantive intelligence officer to the Preaident . And the DU/P, i T

_ Ueneral Harkina,-all are Leneficiaries.l

10‘118 can easily argue 'that not enough is done at this level. Where ¥ ...
1 the estimate in answer to this question on South Viet Nam: given : .
current trends and past ekxperience with Commnist led and supplied .
insurgencles in Indo-China, what is the chance that the Praesidert will &
te faced with the decision to commit U, S, units to battle in order to
maintain South Viet Namese security? (Senator Mansfield has raized the
question. ) One could note how deted are the estimates on the eizght '
countries added to the counter-insurgency list by the CI Special Group'
‘and how conspicuous |l is ty being the only one of the eight for
‘which an estimate is scheduled Yy the NIE institution during the next

- period, With reference to ths Cold Var Weekly, what is a planner to

. - . think when a given country keeps going off the list and vhen coming

- back on the next time it gets into the New York Times? ..is is not

. sarcasm, Wut an illustration of one di” iculty, among many, which re-

© sults from the practical necessity of .iying something without really
having much to say. One thing that con be done’ and may be helpful is
’to put mor. into reseamh on. the CoOunvIyes ‘

CTngT |
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It remains to say .oooliing ztout 1ntelligence suppo?t of

: counter insurgency planning and operations.' Admittedly racognition;;

.ﬂlgloperations to the point of war, and, backed ty research, current re--

** porting and estimates should carry the turden of responsibility in
‘.:buf’relation to the White House and the CI Special:Group,vwhether 1n
’£~éiregula; institutional forms or in spociél’reports. The research
;*whioh should support current, reportiﬁg and eotimates should aloo ‘:Al

“if:respond to the lower levela of planning and operations. At this -

,lJLional intelligence, using the Jlatter term to mean the intelligence
"function WMich bears a direct responsibility for the success or

;}iailure of ‘the operation. )

%?ion should not be aocepted or 1rolied if the DD/I does not have full

knowledge of.the plans and actions at the wprking-lavel._ I belleve

T it is a mistaké'in brinoiple for the DD/I to bébk'into an operation

'iby providing what is called "operntional intelligence support" when

the analysts invelved are not privy to tho plans and 1ntentions in

'Lice booauae it leads to a commitment of respon51bility W1thout
requioite knowledge and authority. . » '
S 6 Present trends in the D/T reSolt from two widely different

developmants affecting the organization.

%3. ,f-gﬂ ; 'j:a a) The first comes from the new administratlon's invigoratlon :

~
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'_fff?and identification extend through the various stages of olanning and

f point one reaohea the divide betWean intelligence support and opera- sy

A direct responsibility for oucceas or. fallure of an opera- .

as much detail as the operators themselvas. It is dangerous in prac-_;j,f

_ of the diverging but complemantary arms of policy toward the Communist 4
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" | o powers negotiation and efforts to bring dangef :ﬁnder controi ' o ] ) - E
4 (including disarmament, arms control, and test bans) on the one hand, R

o _,"and'on the other' renewed and hetermined offort to maintain and

" ‘:anrease a favorable balance of power in a]_]_ fields, kdovm to the last O

o

‘ {'or the new nations-by willingness to assume rasponsibility for internal ‘
" _seourity and to engage in local werfare. Because the new administration
i is more articulate, more sophistlcated; and moans to be more enter- ‘

' prising :Lf not more daring than the old and becausa it seems to grasp

‘the issues of power more readily as a whole, there is a need for a

comparab]_.e‘ treatment by intelligence (analysis and synthesis) of the'

Communist power in its confrontation with the West, each with its ‘an

: besetting difficulties of internal organization. We i‘e_ael'the impact

in a variety of yayé, from 'ihe call for yonder _astﬁhmnes of the Soviet |
-"’mili;t.ary power dowvn to 'Eh_e details of political instability and

- ':insurgency in 'stréngo and obscure placcs of the earth,

The general response is to expand the base of reseafch and ar*alyais »

'j‘but there is no. consistent patter1 in 't.w: mrticular responses when " R -;
put f,og,ether. CRR is perforce moving to covexr econoxic L’xtalligence " |
” ' “worid widet Bloc, Common Harket, and the world _j.na-batween. ~t the | ’
 sane time it 1s x;;oving independently (not a word of censure) tc zeet t
1 . .the "need in military 'estixﬁates, and ﬁorrying aboﬁtrlrintalligencé in ' E
‘A | o éupsoz;t. of disafmﬁrnenﬁ; 0SI will ﬁrbb&biy mdve» similarly, but.' without o 1; . ' F
R o the burden of the underdevelopec: countrles. I assooiate OBI's ' .search F
o ,}Ih.vision with t.‘neae rasponses, not only because State's defectzvn was, o }
| o ‘"I assume s part of State'l reaction to the new admmstration-——in an

i~ S .12 S
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7" affort to make all of its work eeponsive to policy and action,-—but
'*alsoybecause 0BI 1is being dravn into counter-insurgency and is at work
i on pértinent KIS sections, guided byrthe CI Speciel Group's priority’:
1ist of oountriea. Within two years OBI plans to iseue Chapters I on p '
all of the countries not now covered in the Afro-Asian, Latln American ‘
 areas, Meanvd'xile, 0CT remains the political office world wide and non-.
.bloc economic office for. most practical purposes, in verying combina—' '
‘~tions with ONE starf end CRR. ALl things to all people, ocI (Sino—
»‘Soviet Studies Group) is trying to £ill the gap on Soviet lidlitary .
’r.dootrine while keeping ressarch going in fundamental political problemsi'vv
‘of the Bloo. Tho—everlap:.eﬂcn:tHnanoa—Connunix&tam@&d Anc in |

'eounter-insurgeney OCI prepared and maintalns the Cuban he sdbock for -
lf the Tasic Force and does comprehensive daily and weekly reporting on- Jﬁ:
Guba for the mask Worce. In shorm, the responses will lead to in- |
‘5creaaing overlap and confusion, I think
‘b) The aecond development 4s the proliferation of security I F
e barriers and oodewords in the train of success ful and valuaLie collec- }T o
tion. The result is always so absurd, 30 contrary to common sen-e and:;:
' reason, 80 prejudicial and harmful to the true interest of securily as

well as intelligence, that I rcfn.in i‘ om further comment. Inthe

proposal whioh followe I ta&e it ior granted that security will be the

auxiliary and not the tyrant. iv
7. A proposal for the rearrangement of DD/I analysts in par,ial
rationali"ation of the organization for eupport of the DCI in his role

as eubstantive intelligence officer to the President.

v 16
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- a) The mstitutional forms of :Lntelligence as quasi—staff
funotionaz (By "quasi—stai‘f" I mean delegated authority over form and
‘t content but withou‘b administrative command over the supporting analysts )
1n ‘t.he basa of msearch and analysis )
| 1 1) Estimstes '
ii) Current mtaliigeme | »
111) National - Intelligeme Surveys
. Comment: The question of how many generalists and
“apeoialists are required for such quasi—stai‘f funotions’

is one I cannot try tc answer at this poin'b, but it is
. probable that feweﬁ would be noeded than arek now employed
' :l.n the offices concemed. duch hinges on how the relation
| = _f; ,;:;" between the stafr and the supporting divisions or offices
‘ is defined and on. the definition in practice which follows
",-V.thereafter., o . :
In listing the NIS as a atai'i‘ 1.1..ct.10n I wish to ’
point out that the staff should do more , than publish ref- '

.. erence works' and -handbobks. That is, » an NIS staff should
a:Lm at flexibility and responsweness comparable to that

i

o of the Estimates and Currem‘. ata.fxu though in keeping with .

the scala of its respective mstitu’oion. It would ve . -
* , raaaonable to expect. an NIS staff to function as the DD/I |
i “‘;Research stai‘f, monitor:i.ng and reviewing programs of researoh, : | k
‘both internal and externai. In.the past, as is now apparent, ) ’
’v't.he- NIS staff may nave beern too v'rigidly devoted to one |
outline and haws been i‘rown in one form of response to. ' '

one atandard military request. s S !
Approved For Release 2000/08/2?7. CIA- RDP7§BO1}73‘7A000100050001 5 . F
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b) The supporting baee of Research and Analysis (with regard
Lt regions and functions but mltbout regard to names of offices or
dtvisiona.) . ) |
i “‘.;:l.) Because a regional instead of a functional approach
‘ ;‘ie better suited to problens of underdeveloped countries
A .and areas, because influence in these countries and areas
H"jisﬁat issue between the systees of,great power‘(militarily;'
->é:feconomically, aod politieally), and because it is essential
" that the attitudes, factions, forces and conditions of these

countriea be represented in their own right: I believe

:lji?;f"f it advieatﬂe to establish a reglonal office or division
. of research and analysis covering Latin America, Africa, .
zij;end non~Commmnist Asia, without regard to preseat alliancee°'d
( ‘i and including the only highly industrialized countzy I |
' jF;.} V:F;flcan1think of in theue_ereas,lvige, Japan. As directed_
:‘:;or requested, this office would:assist.ONE in the prepara—
"Tfftion of estimates and related memoranda, would support |
";iCurrent Intelligence, and would prepare handbooks or Sec-
" tions of the NIS. Because of its scops and the nzture
fojAthe'area covered,;it would be the DD/I's office of -
e reeearoh and analysis for counteruihsurgency andvi'eurgency. 1?
The most difficult problem here would be to Mfine |
the. preoise working relation of such an office tO'the
" Office of Current Intelligence. ,It'would or should not
. ee’difricult*te define its relations with ORR and OSI,
fif;ior with ONE and the NIS. One:ﬁouldAhava to ooneiderlv

..:‘:. '::-."‘f'xnnﬁ Q{ L,{L
18 :
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|  whether the Qeographio Research Area of ORR belonged v

;" 4nwhole or 4n part with the regional office. The new

¥ International Division of ORR would be relieVed of T

T :responsibility for the underdeveloped count.ry “The

© question of "mpact® to which the International Divi-
‘4:'?aion addresses itself would have to be & Joint affair, -"‘ R

'if buticne in which the Regional Office would have a slight
, edge? by virtue of its re.;oonsibility for tha country L

itself. That is, questions of juriudiction would tend A
to be settled in favor of t.ha Regional 0ffice. Th is =

~oould te difficult, particularly in relation to esti-
| mates, but not as diﬂ'igulﬁ as _tﬁe relaﬂion’ of tﬁe o
‘ 'regionél office to OCl and on.occasion, the relation ‘
of the x‘egional office and (RR, .in tandem or parallel, .
" %o OCI. It would not be an impossible s:.tua'bion, o
"‘.ﬁ_hcwever. ORR's CSS staff is an i,nterestmg case history e

-~ in the pr'epération of current intelligence by 8 research v

- office, and there is an estatlished practice in OCI of

) generalists rewriting s.xbmissions of analysts for trana-
mittal to the White House.

- ".-"f":li-) Because a functional approach ‘is necessary for

; highly developed powera » I would not change the present-

_;‘;eoonomic and Bcien'bi.f'ic effort on the Blos (and anyway

vit would be an unnecessary violation of the system.)

19
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-l o | But I would consader corploting the functional approach. L
| . o | First, the military, There is no satisfactory'way of ovar— :';. 
. ooming the Jurisaictional problem between research and
| ~ development and prouuotion and deployment of weapons '
 4‘systems as wholes without combining the two and putting
~them under ona chief, in order that they cen be studied
.as aystems in the way in which policy and planning now
“treat them. In thinking about the DD/I‘s problem in re-
" lation to DIA and the Pentagon, I conclude that the

4 ’ *Lgf; - . present situation camnot be compared with that of the

{ *75”: ...~ past. At the level at which.DD/I is concerned with the

. ,problam it 1is s0 much an 1ntegral part of national policy

'} iffas to be inseparable from economic and polltlcal policy, 1
ff IOne does have to be careful Ebout names, but wiat one hag :
i . to be more careful about is reqtricting the ways and forms

L " in which the ‘results of research and analyuﬁu aze eX=

- pressed, and confining them to support of the DD/I's A
primary function, I doubt t};‘atAs.trategic inteliigence, = = g

'jr to cite one possible nane, would arouse an& more concern |
‘1n_the Pentagon than d6 the separaée efforts of OSIVand

 0RR. It would be & union of the sciontific and economio . g

.y oy

~approach to objects already accepted as under utudy in
?'yi4fi ST 7 B the Agency. A part of such an. orfice would be the study T i
of military doctrina, again something we are already dojing

RN

; ina limited | way
i 20" _Aum :,;1  | R ]
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Second, the poiitical. This ié thérkeySténa of the
functional arch “eccuse it concems itself with ma;jor )
} decisions of power ‘and’ the conditions and persons affect.ing
or effecting t.hem. I an bothered i‘or a name, but I
e bolieve such an office shouJ.d 'be and could be e..'bab-
Vlished, drawing together those who now concern themselveé
' with political developments in the Bloec, internal snd.
4'rextern'a1. Though such an office vrould have to accapt
. 'some constraint on publiéhing, the 'conshtra’:l.‘nt woizld be :
R less than that at present because of the license which .: .-
o comes with the NIS. ‘
| - It will probebly be arguad tha d’politicaltoffimav :I.s -
- added i‘o;‘ sake of consmtency and_-z_zot Be;:ause it will 7
'Sring.about any real inprovement .of th; present use of ’ )v
g ":f"analysts. , The political analysts of.' ‘the Eloc are to be- | o
L -round only in OCI, ONE, and 0. To set up another unit :

_ Oould ba unfortunat-e y and I admit that. thie sug"OStiOn
offers wore apparent difficul'bias than the others. But,' |
S gy is also obvious that there is research v.zich ﬁeeds | ,
fjdoing. At this stage a1l would depend on how many | STATSPEC
‘f":nf'_'analys te OCI and OXE (possibly 00, though -wou]_d :
be very opposed, I think) could contribute to a political
:';i"_office, and again, oht how one defined the precise rel:
$: :to ocI. |

!_/
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. to a difference in kind, viz., operational intelligence in the full

sense of a G-2, It is probcz’ly tending in that direction, W impli-

cation, but without a G-2's autnority.) The marran,_,ement, however, )
, would atrengthen the DD/I support of the DCI in his role as member , ', |
%"i-of the President's CI Special Group, whera the DCI should flmct,ion ;
as substantive intelligence officar to the Presiden‘b. (I doubt that

. vf: " he does, hOWever, Judging from the .fact that his staff support for ,
, ” ‘this comuittee comes from the_ The I Special 25X1A o
Group s 1list of countries was drawn up by State (lr, Johnson), - U
: '6) The proposed rearrangenent would aim at uniting research
and substantive responsibility for countries in the zons of counter- |
insurgency as now understood. Assignments to a giVen country could be
| -zade without regard to the contentional military kind of T/0. As a
oountry beoame crltical the country unit would }.e the de facto as V'ell
a8 de :jure task force, ,
ﬂ d) A note on personnel'- I should ‘ne surprised if there
. are not enough competent senior analysts on the DD/I side to man the
principal ;Jobs in euch an arrangeront, I know there are competent
| regional specialists in OGI who axe frequently put in general duty
: azisignments, 1n part because there is not enough for them to do'in )
’. current intolligence on thair special tiea and beeauee research is not

ene ouraged.

9. W}mt can be done? ,
If the proposed rearranuerﬂent is reasonable » but cannot ‘ce put

’ 1nte effect, what ad,justmants carn be made to approximate :.ts endg? -

Approved For Release 2000/08/29 "ClA—RDﬁ@&%ﬁOOMOOOSOOM -5
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e What are the practicable compromises? . . PR e R
a) I except the military problem, and see no valid reason

*'*?AwhY én offioe to deal with it should not be formed. - ;;f*;ﬁ;,;_ :JT SRR

| 'b) I ses many obstacles blocking a regional office. 'The
preaent. aubstitute-—-or roality—-ror a regional office is ocI. Bei'ore .
letting OBI's Research Division develop independently, ons shculd con~
v : "'s_:{.der‘ transferring OBI/RDV to OCI and .merg_ing it with OCI's country

e désks', . This would create aﬁ :‘ORE .’m-effect, minus economic and scien- | :
tific intelli&eme and military intelligence on the Bloc, There are . . E

B disadvantagea » tut there are valso certain advantages. The disadvanta&e

E muld lie in the tendency of curren‘o in‘oalligence to undarmine and cut .
ff researah.- O.zrrent intelligence is omaivorous- and can absorb
 menpower exoessively. The excitement of anticipating the morrow——and - .

- the i artance of Zit—-natural‘l.y turns the mind from the dull ways of

. rese}arch., The 'adiraritage is that such research as can be ,doné in the

. atmosphere of current intelligence will tend to be more responsive to o b

'."!:.h-a real needs——if sometimes la'be and aft.er 't,ha faot.
All things considered, howevar, it may well te less confusing
to beg:.n by & transfer of. OBI/RD to OCI. ,OBI would return to a staff

“ funotdon. The OCI divisions would become research divisions and current
intelligence divisions.‘ They would have to work out internal arrangements
_for handling the interaction and relation befgweén research, estimates,.

m;d _purrerit” intelligénoe_,(ihcluding countez'-"-itmurgen_cy) .i' The present

- 2l -

SRR ““F‘! . E
"J L . T §ﬂa§ ﬁah& . k
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i 0CI desks have certain substent.lv ad"antages of cont.inui.ty and .
8xperience in handling all sorts of denands=-from country handbooks 4

. 't.o ‘NS.C briefings. They are a versatn.le Lot and include some of the o
:i__more eophieticated mtellig;ence offioers on th.e DD/I eide.» And they ;
L -need more depth—-or help in assemblinu and Lringmg to bear the dopth N
[many of then already have in their fiies end experienoe.' The merger B o
o would have the further advantege of common country files instead of A

. the dispersion which will grow with a separate Research D:Lvision inr R
o OBI. The major external adjustments would be more or less confined _V L
to relatlons with the International Division of ORR, (I might note . -

| here that I believe -would .oppose the expansion of OCI in |

‘~ thie way to meet the problem. He would tend to favor & separate

‘.::V:regional office.) " : i |

| Under the compromise one oould still keep open the possi— : C
\.-;:bil:l.ty of a later move “to eeteblﬂsharagional office and Yo complete
,-.'t.he rearrengemont. proposed 48 reasonable. One would lift the current-
D intelligenoe out and make it a quasi—steff function, adjustlng the rest
‘ of the orgenization to the proposed rearrangement or to a better one

uhioh ex;mrience may indicate, If one adopts the col..promise ’ the ‘

""'?'.?;'expansion of 0cI, one should make . the assianments with a roster at

5 hand of all DIY/I analysts, including the ONE Btaﬁ'

‘ 10 'I'he question of a DD/I Research Staff. T . '

a) Ii‘ the rearrangement proposed as reasonable is adopted, ‘ ..

there ie ‘no need for a DD/I Research Staff, Counter-insurgency would . .
. ,‘m o
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be done in the Regional Office, military doctrine in the functional
Straiegio (military) office, and the various aspects and conditions of
Communist objectives and tactics in the functional political office.

b) If the compromise is adopted, pro tem or for the
diuration, the question of a DQ/I Research Staff need not arise if
political research can be done in OCI's Sino-Soviet Area, as political
and economic research would have to be done in OCI's Afro-Asian and
Western areas. Ifo do it properly, however, with the emphasis and
strength it warrants, would mean making it the center and not an
appendage of the area, It would msan putting some one in charge,
@.g., the chief, EE Staff, ONE, who commands respect, who knows what
is needed in support ‘of estimates, and who might well continue to
write them, | Short of this, I would recommend a DD/I Staf? for research
in Communist doctrine and practice, at least until & palitical office
can be established or other arr‘angement made,

It i3 not necessary to emphasize the importance of continuing
and expanding the work of the Sino-Soviet Studies Group, I am person-
ally persuaded that, properly pointed toward the simple yet paradoxical
and complex political conditions and issues facing the Communist power
ard drawn through the foci of strate/gio military and economic issues »

- more light will come from this kind of work than from any other one
effort of comparable size. Bear in mind the few who have been doing
this work thus far, and the sign:l..ficance of their results in Sinoe
Soviet relations alone, It is elemsntary that this Xkind of research
is vital to an intelligence organization,
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:Dopﬁt? Diréét@r‘tlntelligence)

Proposed Steps in Dealing with
‘the OBI Problem

Suggestad Pfotédufe:.  ) |
1, DD/1 make the decision known to OBI;

Appoint a cqmmittqe whose tasks will be:

Survey OCI staffing requirements for
. the new function, and

*Réébmmend"tb the DD/I appropriate allo- )
cations of OBI personnel to postswithin 25X1A
.OCI and elsewhere in the DD/I; :

Committoe to include Chairman

Membarsi R, J, Smith,

f‘/@f

_ R J. SMITH
Assistant Director
Current Intelligence
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